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During an internship in the Bureau of Budget Policy and Evaluation of
Atlanta City government, the writer reviewed and evaluated the policies and pro¬
cedures related to photocopying in the City’s departments and agencies. The
specific aim of the analysis was to ascertain an effective means to control
rising photocopying costs.
The results of the analysis are presented in this study which will focus
on two primary problems that contribute to high photocopying costs in City govern¬
ment. These problems are: (1) there are currently no standardized policies and
procedures governing the use of photocopying machines in City departments and
agencies, and (2) no single department or agency has the authority and responsi¬
bility for managing and monitoring all copying equipment, thus inadequate super¬
vision of these machines results.
The data generated for this study was collected by the participant/observer
method and the interview method. The writer attempts to show that centralized
control of copying services is an effective means for controlling copying costs
in Atlanta City government.
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Purpose of the Study
VThile an intern in the Bureau of Budget Policy and Evaluation (BP&E) of
Atlanta City government, this writer reviewed and evaluated the policies and
procedures related to photocopying (hereafter referred to as copying) in the
City's departments and agencies. The specific aim of the analysis was to attempt
to ascertain an effective means to control rising copying costs.
The purpose of this study is to present the findings, conclusions, and
recommendations generated by the analysis.
Significance of the Study
As stated above, this study was conducted during an Internship in the
BP&E of Atlanta City government.^ To elucidate the significance of the study,
it is necessary to acquaint the reader with the functions of the BP&E, and the
overall thrust of the study.
The BP&E is one of two bureaus within the Department of Budget and Planning
(DBP).2 The major responsibility of the BP&E is to periodically evaluate the
operations and programs of City departments to ensure that the City's limited
^The internship lasted for a twelve week period (October 1, 1976-March 8, 1977).
^The Appendix provides an organizational chart of the DBP.
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revenues are used effectively and efficiently. The BP&E also assists City
officials to design and implement management Improvements to maximize output
and minimize costs.
In recent years, the functions of the BP&E have become increasingly impor¬
tant because several factors have diminished the City's ability to meet rising
costs with existing levels of revenues. These factors include population
increases, citizen demands for more and improved services, employee demands for
higher wages, citizen resistance to tax increases, inflation, and the movement
of business and industry to surburban areas.^ As a result of the decline in
the City's financial resources. City officials have begun to place greater
emphasis on productivity and efficiency in governmental operations.
During the preparation of the 1976 City budget, considerable concern was
expressed by top administrators about the rising cost of reproducing City docu¬
ments. This concern prompted the BP&E to team with a special Task Force orga¬
nized by the City's Chief Administrative Officer to review the City's repro¬
duction services program. This program includes copying, printing, and micro¬
filming.
The members of the Task Force were: Cedric Maddox, Director of the Bureau
of General Services; Ken Gentry, Print Shop Supervisor; Almeda Hunt, Microfilm
Supervisor; Arlene Katz, Deputy Director, Bureau of Purchasing and Real Estate;
Charlie Veal, Financial Analyst, Department of Finance; Gordon Kenner, Staff
Assistant, Mayor's Office; Ernest Barefield, Urban Policy Analyst, BP&E;
^These problems are not peculiar to Atlanta. Many American cities are
currently facing financial difficulties caused by similar factors. For addi¬
tional details, see Leonard E. Goodall and Donald P. Sprengel The American
Metropolis (Columbus, Ohio: Charles E. Merrill Publishing Company, 1975), and
James Maxwell Financing State and Local Governments (Washington, D.C.: Brookings
Institute, 1969).
3
Phil Hoffman, Urban Policy Analyst, BP&E, and Gary Taylor, Staff Assistant, BP&E
The writer was assigned to the Task Force as a staff assistant to review and
evaluate copying services.
Definition of Terms
The terms copying, printing, and microfilming are subject to varied con¬
notations. Therefore, the meanings of these terms as used in this study are as
follows:
Copying A process for instantly reproducing an image
of a single document in limited quantities,
usually twenty copies or less.
Printing A process for producing documents by trans¬
ferring lettering or other Images onto paper
or similar material by contact with various
forms of inked surfaces, generally used to
produce one hundred copies or more.
Microfilming A photographic process for reproducing documents
on miniature film for easy storage.
Methodology
This study utilizes both primary and secondary data. The primary data was
collected by the participant/observer method and the interview method.
As an intern in City Hall, and as a member of the Task Force, the writer
was at a unique advantage. It was less difficult to: (1) observe the degree to
which City employees adhered to or disregarded existing policies and procedures
related to copying; (2) schedule interviews with government officials with ex¬
perience in the area, and (3) examine City financial records and develop detail
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costs of copying in the City s departments and agencies.
The persons interviewed included all members of the Task Force, and
experts in the field who helped to provide focus and direction for the study.
These persons included: Wesley Johnson, Director of the General Services
Division, State of Georgia; Ray Walker, Deputy Director of General Services,
Fulton County; Benjamin Densler and Bob Chavis, IBM Sales Representatives, and
Jerry Wilson, Xerox Sales Representative. The secondary data was collected
from publications treating similar subject matter.
The data generated by the methodology described above will be presented in
this study which begins with a discussion of the purpose, significance, termi¬
nology, and method of inquiry. Chapter II provides general information related
to copying in local governments, and describes certain problems related thereto.
Chapter III describes the current policies and procedures related to copying in
Atlanta City government and explains why cost control is adversely effected.
Chapter IV presents the writer's recommendations for controlling copying costs.
This study will focus on two primary problems. These problems are: (1) there
are currently no standardized policies and procedures related to copying in
Atlanta City government, thus the cost of copying is excessively high, and (2) no
single department or agency has the authority and responsibility for managing
and monitoring all copying equipment, thus high costs result. The writer will
^For detail cost information regarding copying in the City's departments
and agencies, see A Report to the Mayor: Program Analysis of General Services
and Reproduction Management Functions in the City of Atlanta, March 1977. This
report provides all of the cost information generated by the writer, and it pro¬
vides the findings, conclusions, and recommendations generated by the other
members of the Task Force whose analyzes were conducted in other areas of the
City's reproduction services program.
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attempt to show that centralized control of copying services is an effective
means to keep copying costs within established limits.
CHAPTER II
PHOTOCOPYING SERVICES IN LOCAL GOVERNMENTS
Copiers are now used in virtually every organizational unit of local
governments because these machines make it possible to reproduce handwritten,
typed, or printed documents quickly and easily, and no special technical skill
is required by the user. The more convenient it is to reproduce memos, letters,
reports, and other official documents, the faster it is to keep employees and
Interested citizens informed about governmental policies, functions, and acti¬
vities.
Today, several types, models, and sizes of copiers are available. At least
thirty American companies make and market a combined total of approximately
150 different machines. These copiers can be rented, leased or purchased at
prices ranging from $50 to $25,000.
The cost of a copier generally depends on its capabilities. That is, some
machines, such as "desk-top" copiers are relatively inexpensive because they are
designed to reproduce a limited number of copies per original (usually one to
five); "console" copiers are more expensive because they are designed to repro¬
duce copies in larger quantities (usually one to twenty); "copier/duplicators"
are the most expensive because they are designed to reproduce several hundred
copies at a very high speed.^
5Carl Heyel, Handbook of Modern Office Management and Administrative Services
(New York: McGraw-Hill Book Company, 1972), p. 457.
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Either type of copier described may have additional capabilities or
features. The most common features include: a copy-size selector (letter or
legal); a copy counter; a copy darkness control button; automatic operational
signals that Indicate machine malfunctions, and outlets for additional attach¬
ments such as sorters, collators, and perforators. Other copier features that
are less common include: the capability to reproduce documents on both sides
of a page; the capability to reduce large-sized documents such as computer
print-outs to letter size, and the capability to reproduce documents in color.
In the near future, it can be expected that most copiers will Include all of
the features and capabilities cited above and more, because copying technology
is rapidly expanding.
As copiers become easier to use and more time saving, it is becoming
increasingly difficult to control copier usage. One author predicts that "if
present trends continue. United States offices will be producing almost ten
copies per day for every man, woman, and child in the country."7 Another
author predicts that "the total copLermarket will grow from $1.97 billion in
1973 to $2.38 billion in 1975 to $3,17 billion by 1978."8
The Increase in copier usage may sometimes be a result of organizational
growth, which often requires the dissemination of additional information.
^Interview with Benjamin Densler, IBM Sales Representative, November 10, 1976.
^Heyel, Modern Office Management, p. 450.
^Daniel P. Lavery, "Trends in Copier Usage," The Office: Magazine of Manage¬
ment, Equipment, Automation 80 (April 1974); 63. These figures do not apply to
local governments specifically, but to organizations generally. However, they
do help to illustrate that the copying market is rapidly expanding.
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For example, in 1974, Atlanta City government was reorganized.^ This reorgani¬
zation resulted in the creation of nine (9) departments, twenty-seven (27)
bureaus, and an attendant rise in the complexity of City government. This ex¬
plains the increasing concern for effective management of copying services.
Organizational growth is one of several factors that may contribute to
cost increases in copying. Other factors may include the following:
(1) Misusing equipment (such as using a copier instead of
making one or two more carbon copies when the original
is typed).
(2) Making extra copies for others instead of circulating a
"reading copy" among the staff.
(3) Copying blank forms that can be requisitioned from a
stockroom.
(4) Using a copier as a duplicator (for creating large numbers
of copies) or a duplicator as a copier (for creating very
limited numbers of copies).
(5) Remaking copies due to small, unimportant imperfections in
the copy.
(6) Making copies of materials for personal or any nonbusiness
use.10
To offset the increase in copying costs resulting from such factors, the
current trend in governmental units is towards centralized copying control.
^The 1974 reorganization of City government was facilitated by a provision
in the Atlanta City Charter adopted by the Georgia General Assembly in 1973.
See Chapter 3, section 3-302 of the Charter.
lOotto Kramer, "How to Select and Control Office Copiers," Systems and
Procedures Journal (September-October 1968): 40-41.
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This means that a single organizational unit is responsible for managing and
monitoring all copying equipment, supplies, and procedures, even if the machines
are physically decentralized.
Centralized control of copying services in Fulton County government for
example, reduced an initial expenditure of approximately $73,434 annually to
approximately $43,000 annually.Centralized control of copying services in
Georgia State government reduced an initial expenditure of approximately three
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cents per copy to approximately one cent per copy. In Hennepin County,
Minnesota, centralized copying reduced an initial expenditure of four cents per
copy to three cents per copy.
The City of Atlanta has made an effort to centralize copying services.
However, due to reasons explained in Chapter III, this effort has met with minimum
success.
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Interview with Ray Walker, Deputy Director, Bureau of General Services,
Fulton County, November 4, 1976.
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Interview with Wesley Johnson, Director of the General Services Division,
State of Georgia, November 5, 1976.
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Managed Copying Systems in Local Government (IBM: Office Products Division,
1976).
CHAPTER III
PHOTOCOPYING POLICIES AND PROCEDURES IN
ATLANTA CITY GOVERNMENT
Many of the policies and procedures governing the use of copiers in Atlanta
City government are interrelated to the organiEation and management of the City's
overall reproduction services program. Therefore, it is necessary for the reader
to be familiar with this program.
The provision of reproduction services to City departments and agencies is
one of the responsibilities of the Department of Administrative Services (DAS);
it is the specific responsibility of the Bureau of General Services (BGS), which
is one of four bureaus within the DAS.^^
The BGS was given the responsibility to provide reproduction services to
City departments and agencies on an informal basis rather than on a formal basis
in 1974 when City government was reorganized. The 1974 reorganization ordinance
specified the names and functions of the departments of the City, and the names
of the bureaus to be contained within each department.However, the specific
functions of each bureau were not clearly delineated; this was to be accomplished
by Executive Order of the Mayor. However, the Executive Order delineating the
14
The Appendix provides an organizational chart of the DAS.
See "An Ordinance Specifying the Names of the Executive Branch of the
Government Setting Forth the Duties and Functions of Each Department Thereof,





responsibilities of each bureau was never issued. Consequently, the functions
of each bureau were assigned on an informal basis by department heads and their
bureau directors.Therefore, many bureau heads were assigned responsibilities,
but were not given official authority to adequately fulfill those responsibili¬
ties.
In the absence of the Executive Order, both department heads and bureau
heads referred to the Code of Ordinances of Atlanta, in most instances, to ascer¬
tain any former policies and procedures related to their assigned duties.
In Chapter 2, Articles X and XIV of the Code, there are specific policies
and procedures relating to printing and microfilming. However, minimal reference
is made to copying and the manner in which this service is to be provided. Sec¬
tion 2-274 of Article XIV contains a provision for an "administration committee"
to develop and issue;
...procedures, rules, and regulations, not inconsis¬
tent with the purposes of this article, and with the
guidance of the state records committee and the depart¬
ment of archives and history establishing standards for
economical and efficient management relating to the
creation, utilization, maintenance, retention, pre¬
servation and disposition of records, filing and
copying equipment, supplies, microfilming of records,
and vital records program.
However, there is no functioning "administration committee" to establish the
above policies and procedures. Nonetheless, the BGS currently provides central
copying services to City departments and agencies, but it does not have the
authority or the responsibility for managing and monitoring all copiers in
these units. This situation contributes to the high cost of copying in City
government which will be explained further subsequently.
^^Interview with Ernest Barefield, Urban Policy Analyst, BP&E, January 20,
1977.
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As Figure 1 (p. 13) indicates, the BGS is divided into several subsections.
Among these subsections is the Printing Section and the Microfilm Section.
The Printing Supervisor manages and monitors all printing services, and
the Microfilm Supervisor manages and monitors microfilm services, mail services,
and central copying services.
The Microfilm Supervisor oversees the operation of the central copy center
located on the thirteenth floor of City Hall which is manned by a full-time
operator. This center is composed of one Xerox 3100, which is a console copier,
and one Xerox 9200, which is a copier/duplicator.
Although copying is more akin to printing than to microfilming, the Micro¬
film Supervisor became responsible for managing the central copy center because
the Printing Section is located in the City Hall Annex (260 Central Avenue).
There was inadequate space in the Annex to house both the printing equipment and
the central copy center equipment. Additionally, the installation of the central
copy center in the Annex would have made it difficult for most City employees to
gain access to the machines, and an inordinate amount of "walk-time" and "wait¬
time" conceivably would have resulted. Therefore, it was believed that the Micro¬
film Supervisor, who had the adequate facilities, could provide greater super-
vision of central copying services. °
The central copy center was originally established to serve all City depart¬
ments and agencies. The Xerox 3100 was to be used to reproduce copies from one
to ten per original, and the Xerox 9200 was to be used to reproduce copies from
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the print shop which has the appropriate equipment to handle large volumes
of copies.However, an analysis of the copy requests from the various
departments and agencies of the City over a twelve month period, indicated
20
that as many as 200 copies per original were being made at the copy center.
One apparent reason for this procedural violation is that there is no charge
to using departments and agencies for copies made at the copy center; costs
are recovered from the BGS budget. On the other hand, using departments and
agencies are directly charged for copies made at the print shop.
Thus, to avoid the printing cost, and to expedite copying time, department
heads continue to use their discretion in acquiring copiers for use within the
confines of their departments. A contract for each machine is let separately.
The machine is then controlled by the given department which is then responsible
for managing the use of the machine. The rental/lease process for acquiring
copiers is described in Figure 2 (pp. 15-17).
As a result of the lack of coordination between centralized control of
copying services, and decentralized control of copying services, there are at
present a total of thirty-six (36) copiers rented or leased by twenty-seven (27)
organizational units of the City.^l Of these thirty-six machines, twenty-nine (29)
^^Interview with Almeda Hunt, Microfilm Supervisor, November 4, 1976.
Although the print shop equipment can adequately produce large volumes of copies,
the equipment is outdated which decreases production time. For additional de¬
tails, see Program Analysis of General Services and Reproduction Management, pp.
23-28.
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are rented, and seven (7) are leased. Additionally, nine (9) different models
23
of copiers are used.
For each of these machines, there is a standard minimum fee for a standard
minimum number of copies. This fee depends on the copier type, model, and rental
plan. This fee must be paid to the vendor even if full usage is not made of the
machine. An additional charge is incurred for copies that exceed the minimum.
A scrutiny of the current contract agreements for all machines indicates
that a total of 374,320 copies should be made monthly at a cost of $11,927.^^
However, a survey of invoices from the various vendors over a six month period,
indicates that an approximate total of 773,924 copies are being made monthly
at a cost of $18,676. This Indicates that there is currently an excess monthly
copying cost of $6,749, which results in an annual excess copying cost of $80,988.
The excess cost suggests that department heads are not effectively monitoring
the use of copiers located in their departments. The survey results showed that
of the thirty-six machines, thirty-three (33) are being overutilized, and three (3)
are being underutilized. The writer observed that many department and agency
personnel do not inquire as to what is being copied or for whom. This helps to
explain the large overutilization of machines.
The excess cost also verifies that the City has problems controlling the
acquisition of equipment, and in effectively monitoring the use of equipment to









can be acquired before it is determined that sufficient funds are available in
a department's printing and reproduction account. This situation results in
frequent fund transfers from one account to another to cover the cost of copying
overruns.
The foregoing analysis indicates that current policies and procedures related
to copying in Atlanta City government are inefficient. The City spends in excess
of $80,000 a year for copying services for reasons that can be summarized as
follows:
(1) An effective system for charging each using department
for all copying costs has not been established, parti¬
cularly at the central copy center.
(2) Copiers can be acquired by individual departments and
agencies without adequate review.
(3) There are no standardized controls over types, models,
or rental plans for copiers located throughout City
government.
(4) Copies are made beyond the minimum allowed for specific
rental plans and higher costs are incurred.
(5) There are no standardized controls over the amount or
type of copies made on machines at the central location
or on machines dispersed departmentally.
(6) There is no effective way of determining usage require¬
ments at given locations to assure that copier models
and rental plans are economical.
(7) Fund availability is not checked prior to signing contract
agreements which necessitates many fund transfers.
CHAPTER IV
RECOMMENDATIONS
The State of Georgia and Fulton County governments have experienced sig¬
nificant cost savings in copying service delivery by centralizing this function.
It is therefore recommended that the City of Atlanta adopt a similar policy so
that any cost savings may be used in other areas.
Since the BGS has the responsibility to provide central copying services,
it is recommended that the control and management of all copying equipment be
centralized within this bureau.
An experienced administrator should be given the responsibility and com¬
mensurate authority to survey the copying needs of each department and agency in
the City. This administrator should determine the most effective equipment
needed to meet the identified needs, and the most efficient means to acquire the
equipment (rent, lease, or purchase).
To estimate the copying needs of each department or unit, the copying ad¬
ministrator, or members of his staff should attempt to answer the following
kinds of questions:
(1) How many copies are made of each form, report,
bulletin, manual, etc.?
(2) To whom: is each copy distributed?
(3) How is each copy used and stored?




(5) How frequently are copies requested for repro¬
duction?
(6) What is the size of each copy desired? Is it
enlarged or reduced in size?26
When this kind of information has been obtained, the administrator is better
able to determine the model and type of copier that will best satisfy the needs
of the department. The administrator is also better able to determine whether
the department should print rather than copy its materials. As one author notes,
centralized control of copiers "permits a wiser choice of equipment and supplies,
a knowledge of the limitations and possibilities of the equipment, as well as
more specialized skill in the operation and care of the equipment."^' This
contention is particularly valid in local governments, because many times, depart¬
ment heads lack the knowledge, skill, and Interest in selecting from several makes
and models of copiers the one that will serve their needs at the least expense.
The copying administrator, in conjunction with top City officials, should
establish policies and procedures to govern the use of copiers to control costs.
At this writing, a second reorganization of City government is being con¬
sidered. 28 Within this framework, a viable reorganization of the BGS is pro¬
vided in Figure 3 (p. 22) which was developed during the course of the Task Force
study. This reorganization of the BGS would cost approximately $36,543, which
^^John Neuner, Administrative Office Management (Cincinnati: South Western
Publishing Company, 1972) p. 271.
^^Ibid., p. 272.
2^See Report to the Mayor: Atlanta Rdorganizatlon Task Force, Phase II, July,
1976.
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Includes the cost of additional personnel.
However, an ideal reorganization of the BGS is provided in Figure 4 (p. 24)
which was also developed during the course of the study.This reorganization
of the BGS would cost approximately $98,709, which also includes the cost of
additional personnel.
Since City officials are Interested in decreasing expenditures as much as
possible, the reorganization plan presented in Figure 3 is recommended at this
time. However, if sufficient funds become available, the reorganization plan
presented in Figure 4 should be considered. This plan (Figure 4) could achieve
the expected reduction in copying costs and provide a more timely and effective
delivery of other BGS services.
Regardless of the plan that is adopted to reorganize or improve the City's
reproduction services program, and copying services particularly, it is important
for City officials to continue to select the most competent and qualified persons
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